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Employees — in the right 
quantity and of the right quality 
— play as great a role inthe 
success of a business as the loca- 
tion, equipment, or product. Yet 
employers often leave the plans 
for hiring capable, responsible 
employees to the last moment. 


Without people 
where would 
your company 
be? 


There is one thing machines 
won’t do. Run people. It always 
has to be the other way around. 
And when you haven’t the 
competent people to run the 
machines, production stops. 

Success in ensuring the right 
number of trained employees 
to keep a business moving 
smoothly is frequently difficult 
to achieve. The key lies with 
planning. 

People planning is not new, 
although the term itself may be. 
High productivity — the first con- 
cern of every business — has 
always been largely dependent 
upon an employer’s skill in: 

... recruiting competent 
people; 

... training them; and 

... keeping them on staff. 

That, simply, is what people 
planning is all about. 


It begins with 
awareness 


People planning is not some 
hazy concept that managers 
approve and then forget. It re- 
quires concentrated study and 
action — objectives must be set, 
alternatives considered, options 
selected, resources allocated, 
and the plan implemented. 

It must be approved and fully 
supported by top-level manage- 
ment, and it must be made the 
responsibility of a specific person 
or group of people within an 
organization. 

Realizing that your company’s 
success or failure depends upon 
the effectiveness and availability 
of qualified people is the first 
step. Then it helps to take a long, 
hard look at your personnel 
situation now, and as far ahead 
as you can see. Look, too, at the 
general condition of the labour 
market. 

Have you looked at the kind of 
labour force Canada has today? 
It is large — over the 10 million 
mark. And it is young. Half of 
the work force is under age 35, 
and about half of these are under 
25. It includes a growing number 
of women, both single and mar- 
ried. Increasingly it is urbanized. 
Many are graduates of educa- 
tional systems created in the past 
15 years. 

And, as most employers have 
realized, there has been a change 
in the attitude of the work force. 
The 1970s have brought a rejec- 
tion of traditional, unquestioned 


authority. Workers are seeking 
more meaningful involvement in 
decision-making, and more 
corporate concern for social 
problems. There is a greater in- 
terest in personal fulfillment and 
self-realization. Employees want 
achievement — not only a job 
and a pay cheque. There are 
strong social pressures for closer 
interaction of individuals and 
organizations. 

These changes have been 
accompanied by an explosion in 
knowledge, instant communi- 
cations, rapid technological 
change, and difficult social, po- 
litical and economic problems. 

The challenge for employers 
is to understand these changes, 
assess their implications, and 
respond by doing positive and 
reasoned planning. 


Early planning —- 
the key 


The best time to start planning 
for future staff is now. To get 
started, you will need all the in- 
formation you can gather. In 
addition to your own staff profiles 
and projections, it is important 
to collect and maintain up-to- 
date information on the labour 
force in your area. And it helps to 
know the supply and demand 
situation by occupation and in- 
dustry for your own and other 
geographic areas. Your local 
Canada Employment Centre 
(Manpower Services) has infor- 
mation to help you do this. 

A look at the future needs of 
your company can be made more 
effective by consulting reports 
and studies on projected trends 
or Changes in the work force. You 
may be alerted to an impending 
shortage that will affect your 
operation and permit you to train 
workers or make other prepara- 
tions to meet the shortage. 

Developing an inventory of 
qualified people — both new 
graduates and workers experi- 
enced in the skills you need — 
is another step in the manpower 
planning process. 

In some instances, people plan- 
ning cannot be effective without 
the co-operation and assistance 
of the appropriate labour union 
or government department or 
agency. You may want to use 
these resources. On the other 
hand, you may wish to consult 
private agencies specializing in 
people planning and personnel 
matters. 

Why planning pays 

The most obvious benefit of 
long-range planning is that you 
can systematically and unhur- 


riedly choose the person best 
suited for each job you are offer- 
ing and not be pressured into 
selecting less satisfactory em- 
ployees to fill urgent needs. 

In well-matched job/worker 
situations, you benefit. Job satis- 
faction means reduced staff 
turnover, and long-term, experi- 
enced workers mean expertise 
and stability in production. 


Frequent changes of staff can 
be far more costly to your 
business than an ill-functioning 
machine. For this reason, happy, 
experienced and competent 
employees are as good as money 
in the bank. 


Looking at your situation 

Do you really need a people 

planning program? 

To help you decide, ask your- 
self these questions: 

e Do you keep a people re- 
sources inventory? 

e Do you know the level and 
variety of skills of the workers 
you have on staff? 

e Do you know the staff you will 
need in two months, six 
months, one year, five years? 

e Do you have someone in your 
business who knows all about 
your manpower resources and 
needs and who attends meet- 
ings when company decisions 
are made? 

... lf you aren’t happy with the 
answers you come up with, now 
may be as good atime as any to 
do something about people 
planning. 


The search for 
skills—organized 
recruiting 


Some employers seem to have 
more luck than others in attract- 
ing and keeping workers. But is 
luck really involved? 

Not according to social scien- 
tists. Enthusiasm and the high 
productivity that employees yield 
are the sure, predictable results 
of skillful planning followed by 
systematic recruitment and 
management. 

When you look for workers, you 
probably use one or two of the 
following recruiting methods — 
maybe a look at some other ways 
will suggest a new source of 
manpower for your company. 

Whether you recruit and hire 
workers yourself or have a per- 
sonnel office to perform these 
functions, it’s a good idea to keep 
these methods in mind. 


Canada Employment Centres 
(Manpower Services) 

The Canada Employment Cen- 
tre (Manpower Services) in your 
community can play an important 
role by selecting, prescreening, 
and referring qualified workers to 
you Or your personnel officers. 

So, organized recruiting can 
begin with a call to your local 
manpower office. The right 
worker may already be registered 
and waiting for just the job you 
are Offering. If not, your man- 
power employment specialists 
can reach out to find not only 
local workers, but through elec- 
tronic communications anda 
network of manpower offices, 
workers in other areas across 
Canada. 

If you choose, job vacancies 
listed with manpower offices can 
be displayed in their Job Infor- 
mation Centres, and passed 
along to certain other public 


offices for wide exposure to job 
seekers. Manpower office inter- 
viewers then pre-screen each 
applicant and send you only the 
number of applicants you re- 
quest. There is no charge for this 
service. 


Private employment agencies 

On the other hand, private fee- 
charging employment agencies 
should not be ignored. If such an 
agency finds a conscientious, 
efficient worker for you, your cost 
will be repaid many times over 
in the form of increased produc- 
tion. 


Advertising 

When considering advertising, 
don’t forget your daily or district 
newspaper, neighbourhood cir- 
cular, Or even notice boards in 
shopping centres. 

To obtain workers with special- 
ized skills, try advertising in pro- 
fessional and trade journals. 
Upgrading workers from your 
own shop 

If you require specialists you 
may find them in your own com- 
pany. Additional training or 
retraining may be all some of 
your present employees need to 
qualify for more specialized 
work. Training or retraining work- 
ers not only meets your recruit- 
ment needs, it also makes em- 
ployees feel that they are part of 
the company and that you care 
about them as individuals. Costs 
of such training can often be 
shared under the Canada Man- 


power Industrial Training Pro- 
gram. Ask your manpower office 
for details. 


Women workers 

The ‘right man’ for your job 
might, in fact, be a woman. 
Couldn’t a woman perform the 
required job tasks as well as a 
man? One-third of the national 
work force is female, and it has 
been found that this third is the 
more highly educated. 


New graduates 

Is the community college or 
university in your area teaching 
skills necessary for your busi- 
ness? If not, why not introduce 
yourself to the administrators? 
They may welcome the opportu- 
nity to discuss your training 
needs and include course mate- 
rial to produce graduates who 
meet your requirements. 


A flexible approach opens the 
door to untapped sources of 
workers 

e Many mothers would be eligi- 
ble and eager applicants if 
day care services were pro- 
vided for their children. 

e Physically or socially handi- 
capped people would probably 
welcome a chance to train for 
work in your company. 

e Offering flexible hours, rede- 
signed or shared jobs, a com- 
pressed work week, or profit- 
sharing may attract others. 


Looking at your situation 

Do you really need a new Iook at 

your recruiting procedures? 

To help you decide, ask your- 
self these questions: 

e Do you use the various avail- 
able sources for recruitment of 
workers, e.g., manpower oOffi- 
ces, advertising, new grad- 


uates, referrals from present 

workers, private employment 

agencies, unions? 

e Have you ever calculated the 
costs and benefits of using 
these various recruitment 
sources? 

e Do you liaise with high schools, 
colleges and universities? 

¢ Do you communicate with pro- 
fessional associations or other 
groups of business people with 
similar interests and problems 
for co-operative efforts in 
meeting manpower needs? 

e When you’re hiring workers, do 
you consider such groups as 
youth, women, native people, 
older workers, handicapped 
people? 

... lf you aren’t happy with the 
answers you come up with, now 
may be as good atime as any 
to do something about revamping 
your recruitment rules. Skillful 
recruiting is an important part 
of people planning. 


Good hiring 
practices — 
a must for 
successful 
recruiting 


Another important step in 
people planning is to look at your 
company’s hiring practices. Have 
you considered the importance 
of accurately describing the job 
you want filled, and the restric- 
tions that are caused by artificial 
job barriers and discrimination? 


About accurate job summaries 

A basic prerequisite for attract- 
ing suitable employees is to 
describe the job realistically and 
to offer adequate pay. 

The more clearly you detail the 
job, the more chance you will 
have of attracting just the right 
worker. In the long run, this will 
save you both time and money 
because you probably won’t need 
to fill the job again in the near 
future. And your new worker will 
know exactly what is expected 
on the job. 


About jcb barriers 
Many employers unintention- 

ally and often unknowingly erect 

job barriers. Some of these 
include: inflated educational 
requirements; over-emphasis on 
job experience; age and sex 
discrimination; bonding; restric- 
tive personnel testing and health 
requirements. 

As an employer, do you find it 
difficult to understand why un- 
employed people in the following 
situations would not apply when 
all they had to do was get more 
education, a haircut, acaranda 
spouse? 

e The president of a major mu- 
nicipal bus line company com- 
plained about the difficulty in 
recruiting new drivers. Investi- 
gation showed that several 
years earlier, when workers 
were plentiful, the company 
raised the educational require- 


ment to grade 12 in order to 
screen out the many appli- 
cants. Years passed, the la- 
bour scene changed, but the 
policy didn’t. The president 
acknowledged there was little 
in the grade 11 and 12 school 
curriculum that contributed to 
a person’s ability to drive a 
bus. By reverting to the pre- 
vious grade 10 level require- 
ment, the company secured a 
good supply of potential 
employees. 

e An employer with a number of 
chicken farms needed some- 
one to go to each farm and 
clean the chicken houses. The 
pay was adequate, but the 
employer insisted on several 
conditions: the employee had 
to be at least 25 years of age 
(eliminating Canada’s largest 
group of unemployed), have 
short hair (eliminating about 
80 per cent of the labour force 
under 30), possess a car, and 
be married. 

About discrimination 
As an employer, you should 

watch for discriminatory prac- 

tices that may creep into your 
hiring process. Discrimination in 
employment because of race, 
national origin, sex, religion, and 
in some cases, age, is not only 
morally unacceptable, but also 
unlawful. Your manpower office 
can provide literature on legal 
obligations when hiring — per- 
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haps making you aware of some 
practices you did not know were 
unlawful. 


Looking at your situation 

Are there ways that you could 

improve your company’s hiring 

practices? 

To help you decide, ask your- 
self these questions: 

e Do you have explicit personnel 
policies? 

e Are your hiring, screening and 
selection practices realistic in 
terms of the actual job to be 
done and conditions of the 
labour market? 

e Do the jobs you offer provide 
the necessary incentives to 
attract and keep the workers 
you want? 

e When was the last time you 
reviewed your hiring policies 
to remove any barriers in 
attracting new employees? 

e When hiring, do you publicize 
the ‘fringe’ benefits you offer? 

e How realistically do you de- 
scribe the job to possible 
employees? 

... If you aren’t happy with the 
answers you come up with, now 
may be as good atime as any to 
do something about your hiring 
practices. Good hiring practices 
are an important part of people 
planning. 


Keeping the 
good workers 
you have 


Much is heard of preventive 
maintenance of machines to en- 
sure their trouble-free operation. 
Less is heard of preventive ac- 
tion to ensure employees’ job 
satisfaction and high production. 

Many successful employers 
periodically review each em- 
ployee’s job to see how that posi- 
tion could be made more inter- 
esting and challenging. Boredom 
can often be diminished by al- 
tering a repetitive step in the 
operation to include other job 
elements. Could employees ex- 
change some duties or responsi- 
bilities — or even rotate from 
One job to another? 

Such exchanges are not with- 
out benefit to the employer. A 
second person learning a task 
will sometimes discover a more 
efficient way of performing the 
operation. Furthermore, when 
one employee is ill or on holiday, 
the other employee can handle 
the more important elements of 
both jobs. 


Job satisfaction — how some 

employers worked it out 

e A garment company was suf- 
fering from acute staff short- 
ages. Stiff competition for 
experienced staff in the gar- 
ment industry meant a high 
turnover and loss of experi- 
enced workers. Moreover, the 
piece-work method was mono- 
tonous and repetitive, con- 
tributing further to loss of 
workers and difficulty in getting 
new employees. The company 
responded by putting workers 
on hourly rates of pay to spur 
production, and by dividing 
staff into teams responsible for 
complete production of speci- 
fic articles. It also implemented 
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an extensive training course, 
teaching operators to do all 
the team tasks. This gave the 
staff some job variety anda 
feeling of involvement, while 
simultaneously eliminating 
bottlenecks in production when 
One team member was absent. 
Labour turnover dropped 
dramatically in a year and pro- 
duction increased 40 per cent 
with no additions to the work 
force. 

A dynamic electrical company 
with a highly educated staff 
mostly under age 30, main- 
tains remarkable labour stabil- 
ity. When contracts end and 
production decreases, staff is 
offered training opportunities 
rather than layoffs. Moreover, 
when the plant first opened, 

it retained a personnel officer a 
year in advance of actual pro- 
duction. Some $500,000 was 
spent in recruiting and training 
highly qualified staff anda 
special six-week Course was 
set up to prepare workers for 
their upcoming jobs. 

A major steel company, operat- 
ing in a steel-oriented city 
where job competition among 
companies is keen, has no 
union yet always has a waiting 
list of potential employees. The 
company has an extensive 
range of employee benefits, a 
profit-sharing plan, organized 
recreation, training courses 
for both supervisors and senior 
management, and most impor- 
tant, a recruitment system that 
doesn’t impose unnecessary 
artificial barriers. ‘‘“We would 
sooner have someone with 
grade 8 and the right attitude 


than a Ph.D. with the wrong 
one,” says the company per- 
sonnel staff. 


Promotion 

Competent, ambitious em- 
ployees expect promotion, and if 
they don’t receive it in one job, 
they will look elsewhere. If skill 
retraining is a hurdle that pre- 
vents your workers from filling 
more advanced positions in your 
company, the Canada Manpower 
Industrial Training Program may 
be able to help out with your 
training. 

The manpower office nearest 
you will welcome your training 
proposal, or in the absence of a 
definite proposal, will provide 
suggestions on the best way 
to help your employees fulfil their 
greatest potential. 


Job security 

Despite the most skillful mar- 
ket forecasting, there periodically 
may not be enough work to keep 
all employees busy. As an alter- 
native to layoffs you might wish to 
switch to a shorter work week for 
all employees. By doing so, you 
preserve your investment in your 
workers, indicate your concern 
for their welfare, and may even 
strengthen their loyalty to your 
company by involving them in 
your good times and bad. 

Similarly, a change in produc- 
tion methods or indeed, even a 
change of product, might make 
layoffs seem inevitable. In these 
instances, and in a great variety 
of other situations that threaten 
the continued employment of 
your staff, the Canada Manpower 
Consultative Service can provide 
you with a knowledgeable ap- 
praisal of the problem, suggest 
solutions, offer financial incen- 


tives, and arrange training or 
other manpower programs as 
required. Information on this 
service is available at any man- 
power office across the country. 


Looking at your situation 

Is there anything more you can 

do to keep the good workers you 

have on staff? 

To help you decide, ask your- 
self these questions: 

e What image or reputation does 
your company have in the 
community? 

e Are your wages competitive? 

e Are your working conditions 
adequate? 

e Have you ever determined the 
cost of losing an experienced 
worker? 

e How good are your in-house 
training programs? 

e Do you take into account the 
personal ambitions and pref- 
erences of your workers? 

e Do you provide incentives for 
your employees to take outside 
training courses related to 
their jobs? 

e Do you provide any social or 
recreational activities? 

e Are your first-line supervisors 
well-trained and proficient in 
the human relations aspects of 
their jobs? 

e Do you have a formal mecha- 
nism for obtaining suggestions 
and feedback from your 
employees? 

... lf you aren’t happy with the 
answers you come up with, now 
may be as good atime as any to 
do something about improving 
your chances of keeping good 
employees. Maintaining an ex- 
perienced and competent staff 
makes your people planning a 
lot easier. 
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The clincher 


Many people think good wages 
and regular hours are the most 
important factors in ensuring 
employees’ best efforts, yet this 
notion was disproved some 50 
years ago in the celebrated 
Hawthorne Works Experiments. 

Although the experiments were 
initiated to determine what effect 
illumination had on production, 
astonished scientists discovered 
that no matter what change was 
made — whether it was lighting, 
room temperature, rest periods 
or work days — production in- 
creased steadily. In fact, total 
output improved by 30 per cent; 
lateness and absenteeism 
dropped from 15.2 per cent be- 
fore the testing to 3.5 per cent 
during the experiment. 

These changes could only be 
attributed to a change in the 
employees’ attitudes toward their 
jobs. The investigators concluded 
that by asking the employees’ 
co-operation in the test, they had 
stimulated a new ‘esprit de corps’ 
among the employees, making 
each feel a part of an important 
group whose help and advice 
was being sought by the com- 
pany. 

Employees need attention and 
need to be reminded that their 
presence and performance are 
important. They respond to the 
undeniable need for responsibil- 
ity, freedom to be creative in 
their work, and receive recogni- 
tion for achievement. 

Supervisors are often chosen 
for their superior knowledge of 
the work to be done, completely 
ignoring the fact that ability to 
perform a task well oneself is a 
different matter from motivating 
others to do it well. Genial, effec- 


tive supervision is an art — one 
of tact and perception in which 
excessive controls and fault- 
finding play no part. 

One of the greatest supervi- 
sors of all time, Charles Schwab, 
was paid a million dollars a year 
to manage steel production. Yet 
some of those he supervised 
knew much more about steel and 
its production than he did. What 
was Schwab’s million dollar 
ability? 

He said he considered his 
ability to arouse enthusiasm 
among his staff as the greatest 
asset he possessed, and the way 
to develop the best potential ina 
worker was by appreciation and 
encouragement. Schwab be- 
lieved there was nothing that 
killed a person’s ambitions as 
quickly as criticism from supe- 
riors. He never criticized his 
employees, but instead gave 
them incentives to work. 

“IT am hearty in my approbation 
and lavish in my praise.” This 
was how Schwab summed up his 
ability to deal with his staff. 
Remembering that workers need: 
— recognition as individuals, 

— opportunity for expression 
and development, 

— economic security, 

— stable working conditions, 

— acceptable hours and salaries, 
and 

— efficient leadership, ... 


Rate yourself 

e What do you do jointly with 
your employees to improve 
performance and overcome 
job-related weaknesses? 

¢ Do you give your employees a 
sense of responsibility that 
reflects their importance in 
their jobs? 
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Do you always give them credit 
earned through good per- 
formance? 

How do you think of your em- 
ployees — as a factor in the 
production process or as hu- 
man beings desiring respect, 
fair treatment, and an opportu- 
nity for self-expression? 


A last word on 
people and 
planning 


People play the paramount 
part in the life of your firm. They 
embody your profit, your produc- 
tivity, and your progress. So why 
not plan for their job satisfaction 
and work as you would for the 
efficiency of any other part of 
your business? 

People planning, like other 
types of planning, is a continu- 
ous process. It must be constant- 
ly updated and revised to take 
into account changing conditions 
both within and outside your 
company. 

Although people planning is 
not a perfect art or science and 
will not necessarily give easy 
answers to all staff problems, the 
company that puts manpower 
planning high on its priority list 
always finds itself in a much 
better position than the company 
that does not plan ahead. 
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The basics of people planning 

No one manpower plan is suit- 
able for all businesses because 
of the many different variables 
which affect individual firms. 
However, any system of people 
planning would have to include 
the following elements: 


* an inventory of yourpresent 


work force; 


e a forecast of your labour force 
turnover; 


¢ development of a plan to meet 
your labour requirements. 


Your manpower 
office — 

a vital link 

in your staffing 
program 


We’ll work with you by: 


[] seeking workers locally and in 
other areas; 

[] identifying workers who match 
your job requirements; 

[] giving your job order wide 
exposure in Job Information 
Centres; 

[] pre-screening applicants for 
your job vacancy; 

L] providing office space for job 
interviews; 

[] assisting with in-plant training 
programs; 
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(What is the makeup of your 
work force in terms of occupa- 
tion, skills and productivity; their 
strengths and weaknesses?) 


(How many employees have 
you — by occupation, by month? 
How many do you think will be 
leaving — quiting, retirement or 
death?) 


(Identify and implement the 
best strategies to ensure you 
have the work force you need 
when you need it — recruitment, 
training, improved labour utiliza- 
tion, etc.) 


[] moving workers to your local- 
ity from other areas; 

[] helping you cope with tech- 
nological and other changes 
in your industry; 

[] assisting you in planning for 
future staff needs; 

[] helping you determine causes 
of high staff turnover; 

[] providing facts and figures on 
your own and other labour 
market areas. 
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